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Summary This submission provides thirty-one papers In the area of 
hospitality operations management. The selection of these papers
______________  from the total of over one hundred produced over a ten-year period
has been made to Illustrate the contribution that has been made to 
the field.
To place the selected works In context the submission discusses 
the particular characteristics of the hospitality Industry that affect 
the way that hospitality operations work. It discusses the 
development of operations management and operations 
management research In general, Its application to the hospitality 
Industry and the growth and development of the understanding of 
hospitality operations management through research.
The submission goes on to develop a method of categorising 
research In this field by the amalgamation of two models - the three 
circle model and the hierarchical systems model. The research 
work Is then presented In a series of cognitive maps showing the 
Interconnections between the research studies categorised by 
theme and type of output. In this way the reader Is led through the 
thirty-one papers In a consistent manner.
The submission concludes with a discussion of the contribution of 
the research to the body of hospitality knowledge. In particular, the 
work has made specific contributions In:
• The development of a coherent and consistent framework for 
the understanding and Investigation of hospitality operations 
management
• The understanding of positive and negative factors that affect 
customers’ perceptions of service quality
• The Identification of approaches to the Implementation of 
quality management within hospitality operations
• The role and activities of the manager In hospitality operations
• The strategic and operational Implications of the adoption of 
practices for workforce flexibility In hospitality operations
• The use of the critical Incident technique In research 
Investigations
The final section of the submission Identifies the methodological 
perspectives underlying the work and supports the value of a 
complementarlst approach to the selection of research 
methodology.
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Discussion Introduction
There is an old story from India, quoted by Morgan (1986), about 
six blind men and an elephant. The first man, approaching the 
animal and feeling the elephant's tusk, suggests that the animal is 
really a spear. The second man, who feels the elephant's side, 
says it is more like a wall. The third man, feeling a leg, claims it as 
a tree trunk, while the fourth, having found the trunk, thinks he has 
discovered a snake. The fifth, who reaches the elephant's ear, 
thinks it is like a fan and the last man, who has grabbed the tale, 
thinks he has hold of a rope. Each man, having only limited vision 
and only access to one part of the elephant, can only guess at 
what the rest of the object will be. The evidence available suggests 
a particular view of the world from a particular perspective. Until 
the evidence can be added to, for example by combining the 
evidence from each man, or the perspective is changed, for 
example by the elephant moving, the elephant will remain 
incompletely recognisable and understood. The men may never 
see the completeness of the animal.
The body of work, which is contained in this submission, 
represents a similar stumbling in the dark to explore and attempt to 
understand a large and diverse entity, namely the area of 
operations management pertaining to the hospitality industry. The 
area is approached from a variety of perspectives and with a 
variety of tools, each providing its own evidence, in the hope that 
the totality of the beast may be revealed. However, this beast is so 
large and so complex that it must be assumed that I have, as yet, 
come only some way in making it recognisable or understood; and, 
as the industry is in a constant state of change, the completeness 
of the animal may never truly emerge. However, I have tried, as 
shown here, to apply my research skills to the extent of my ability 
to reveal as much I can.
E x p lo r in g  th e  b o u n d a r ie s  o f  th e  s t u d y
The H o s p ita lity  In d u s try  
What is hospitality?
The origins of hospitality can be traced back to the ancient Greeks, 
where hospitality was tied strongly to religion; strangers received 
care and protection during their stay under the eye of Zeus Xenios. 
Any violation of the duties of hospitality was likely to provoke the 
wrath of the gods. This early view of hospitality is still reflected in 
the definition offered by the Oxford English Dictionary - 'the act or 
practice of being hospitable; the reception and entertainment of 
guests, visitors or strangers with liberality or goodwill'. The two 
elements of hospitable interaction and the physical environment, 
within which this takes place, were developed into a package by 
Burgess (1982), who identified hospitality as providing a social 
relationship through interaction between the customer and the 
service provider.
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By offering warmth, friendliness and generosity, the 'host' creates a 
hospitable social environment, which reinforces the security and 
comfort of the physical facilities offered. These physical facilities also 
house the core hospitality services of accommodation facilities to 
sleep, relax and wash and the supply of food, beverage, service and 
entertainment.
The importance of the need for hospitality to satisfy not just the 
physical needs of the guests but also their more intangible needs is 
highlighted by Nailon (1981), who described hospitality as 
'concerned with the provision of physiological and psychological 
comfort and security within defined levels of service'
The missing element, which links the concept of hospitality to the 
hospitality industry, is financial. In any situation where hospitality is 
provided, outside the purely domestic situation, a cost is incurred 
which the recipient of the hospitality must pay for either directly or 
indirectly. Hence the definition proffered by Lockwood and Jones 
(1984) comes from Jan Berger, the editor of the first edition of 
'Hospitality', the magazine for members of the Hotel, Catering and 
Institutional Management Association, who wrote 'hospitality is the 
people business of providing, security, physical and psychological 
comfort for reward.' It is in this way that the concept of hospitality is 
translated from an abstract construct to the hard reality of the 
hospitality industry.
This definition includes not just the commercial or profit sector of 
the hospitality industry where payment is made directly by the 
customer but also the cost or non-profit sector where payment is 
made indirectly. For example, the payment for catering in hospitals 
is made through taxation; payment for eating at work may involve 
some payment or subsidy from the employer that could otherwise 
have been included in wages. All hospitality businesses, therefore, 
must be aware of the financial implications of the hospitality 
services they provide to their guests.
The debate as to the exact nature and definition of hospitality 
continues to rumble on, through for example, the hospitality forum 
discussions at recent CHME research conferences, which are due 
to result in the production of a contributed text pulling together 
issues from a wide range of perspectives. For the purposes of this 
exercise, a simple and pragmatic view will be taken, drawing from 
the core elements suggested by Litteljohn (1990), that the 
hospitality industry consists of all those business operations who 
provide for their customers any combination of the three core 
services of food, drink and accommodation, at an appropriate 
service level, within a physical and social environment which caters 
for their physiological, psychological and social needs.
Two key elements emerge from the above discussion. First, for 
hospitality to be delivered there must be some interaction between 
the customer and the service provider, usually, but not exclusively, 
on the premises of the service provider. This stresses the central 
role of the customer in hospitality operations; without the
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customer, hospitality cannot be delivered. Second, hospitality 
consists of a complex blend of tangible and intangible elements of 
both products - food, drink and accommodation - and the service 
and atmosphere that surround them. It is not possible, therefore, to 
classify a hospitality business exclusively as either a service 
operation or a production operation. Every hospitality business will, 
to a greater or lesser extent, display the characteristics and suffer 
the problems and benefits of both.
Service characteristics
Reviewing the characteristics of service operations that are seen to 
distinguish them from manufacturing (Fitzgerald et al., 1991) 
provides some interesting insights for hospitality operations.
Intangibility: unlike a 'pure' service operation, hospitality services do 
not simply consist of the service performance and the intangible 
factors that affect this interaction. In addition, a large part of 
hospitality consists of the very tangible product elements of food, 
drink and accommodation. Lockwood (1989) provides a matrix of 
tangible and intangible elements for both the product and service 
dimensions of hospitality operations.
The Hospitality Matrix
Characteristics of the experience
Nature 
of the 
contact
PRODUCT
SERVICE
TANGIBLE INTANGIBLE
The product Atmosphere
Facilitating goods Aesthetics
Information Feelings
Processes Comfort
Actions Warmth
Process Friendliness
Speed Care
Script Service
Corrective action
Source: Lockwood, 1989
This matrix identifies that both the product and service dimensions 
have both tangible and intangible elements. On the product side 
there are the tangible elements of the food or room itself - how hot 
is the food, what does it look like, what size is the bed, how large is 
the bath etc.? However, there are also the intangible elements of 
the atmosphere created - does the customer feel comfortable, 'at 
home', secure? On the service side there are the intangible 
elements of the friendliness or care offered by the hospitality 
provider. At the same time it is possible to identify tangible service
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elements such as the time taken to deliver the service or the 
effectiveness of the service performed - did the waiter spill the 
soup? how long between the order and delivery of room service 
breakfast? There is as yet little conclusive proof as to which of 
these two dimensions has the most impact on customer 
satisfaction.
Heterogeneity: as service outputs are heterogeneous the 
standard of performance may vary, especially where there is a high 
labour content. It is therefore hard to ensure consistent quality from 
the same employee from day to day, and harder still to get 
comparability between employees, yet this will crucially affect what 
the customer receives. In a hospitality setting, while a customer 
may expect some variability in the service received, the same 
cannot be true of the product dimension. A hamburger served by 
one unit of a restaurant chain at one end of the country must be 
consistent with every other hamburger served in every other unit of 
the same chain. A hotel bedroom cannot be seen as clean and 
fresh on one visit, only to be dirty and smelly on a return visit. The 
range of tolerance on the product side could be much lower than 
on the service side.
Simultaneity: the production and consumption of many services 
are simultaneous, for example having a haircut or taking a plane 
flight. Most services then cannot be counted, measured, inspected, 
tested or verified in advance of sale for subsequent delivery to the 
customer. The product element of hospitality ranges from 
simultaneous production - in the case of gueridon service, where 
cooking is done in the restaurant at the table - to de-coupled 
production - in the case of cook-chill or cook-freeze, where food is 
batch produced at a central location, cooled, and then distributed 
for later consumption - with a number of other possible systems in 
between (Huelin and Jones, 1990).
Perishability: services cannot be stored, so removing the buffer of 
an inventory that can be used to cope with fluctuations in customer 
demand. Even a hotel bedroom is a perishable product. Empty 
rooms cannot be stockpiled for a busy day sometime in the future. 
Once a room or a restaurant seat has been left empty, the 
potential revenue from the occupation of that space is lost. From 
the product perspective, raw ingredients or a complete meal can 
be stored for a period depending on the method of storage. 
Normally, however, the period will be a matter of days rather than 
years. On the accommodation side, a hotel room will not 
deteriorate substantially if left empty over a period. Many UK 
seaside resort hotels close for the winter period and even hotels in 
central London have been known to close down floors of rooms 
when business is slack.
The hospitality industry as shown above displays many of the 
characteristics of service industries in general but with the added 
complication of an integrated production element. However, even 
the production side of hospitality is far from straightforward.
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Production characteristics
Providing an appropriate environment within which hospitality can 
be delivered means that most hospitality businesses need a 
substantial investment in premises and plant. The average 
development cost of a five star hotel in Europe in the early 1990s, 
for example, was £111,600 per bedroom excluding land costs 
(Touche Ross, 1992) but fell to 'only' £26,600 for a two star 
property. On the other hand, variable costs are low. The materials 
cost of servicing a hotel bedroom was calculated at under £5 per 
room (Lockwood and Jones, 1990). This high fixed cost/low 
variable cost structure creates an unusual cost-profit-volume 
relationship. Generally the break-even volume for hospitality 
businesses will be quite high. Exceeding this level will result in high 
profits, but low volumes will result in substantial losses. The 
number of hotel operations in the hands of the receiver following 
the trials of recession of the early 1990s bore forceful witness to 
this fact.
This would not in itself be too difficult a problem to deal with if it 
were possible confidently to predict the levels of demand for the 
operation. Unfortunately, hospitality services suffer from complex 
fluctuations in demand. Demand will fluctuate over time - hourly, 
daily, weekly, monthly, annually and cyclically - by departmental 
function - reception, housekeeping, bar, restaurant, banqueting, 
and conferences - and by type of customer - group or individual, 
business or leisure. The result is a mixture of patterns, which 
makes forecasting and subsequent resource scheduling very 
difficult indeed.
The length of the hospitality production cycle is short giving little 
time for monitoring or for the correction of errors. A restaurant 
operation may buy in fresh produce in the morning, which is 
prepared during the morning, offered for lunch and consumed by 
early afternoon. The turn round time for a hotel bedroom is 
potentially around half an hour from the guest leaving to the room 
being available for resale.
The food production process deals with raw ingredients, which 
have a limited shelf life and which, if contaminated, can result in 
serious illness and death. Hotels are also potentially dangerous 
places due to muggings, fire and terrorist attack. A customer 
entering a hospitality operation is placing themselves in the care of 
that host and the operation must employ all due diligence to ensure 
their safety. The customer must have complete trust in the 
operation based on limited available evidence.
The hospitality production system is labour intensive but 
technological substitution is still possible in back of house 
operations. Recent developments in catering technology have 
allowed the decoupling of production and service through the use 
of cook-chill, cook-freeze or sous vide methods. McDonalds' 
industrialised service delivery system ensures high speed, high
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volume with high consistency over a limited product range and 
limited human intervention. De-coupling has also found its way into 
hotel reservations through the use of information technology. 
Reservations for Forte Travelodge, for example, are all handled 
centrally and then sent to the individual units electronically. It is in 
fact much easier to book a room by telephone from the Little Chef 
next door, than to deal directly with the receptionist in the 
accommodation block.
Four key characteristics
From the above discussion it is possible to identify four defining 
characteristics which should inform any discussion of the 
hospitality industry.
1. The central importance of the customer. As mentioned 
earlier, hospitality cannot be delivered without the presence of the 
customer who also provides the source of revenue for the 
continued financial success of the operation. The customer is 
directly involved in many aspects of the delivery of the hospitality 
service. The combination of all customers determines the demand 
pattern for the operation. One customer forms part of the 
environment for all other customers. The customer is the final 
arbiter of satisfaction with both the service and product elements 
and therefore the judge of the quality of hospitality provided. Given 
these factors it is perhaps surprising that some hospitality 
providers still think they know better than the customer does.
2. The critlcality of capacity utilisation. Achieving a satisfactory 
balance between demand patterns, resource scheduling and 
operational capacity is one of the most difficult tasks facing 
hospitality managers. Managing customer demand to result in the 
optimum volume at maximum value is extremely complex. Too few 
customers overall and the cost structure of the business ensures 
financial ruin. With too many customers and without the required 
capacity or resources, the quality of the experience suffers and 
customers leave dissatisfied. Customer volume can be bought by 
discounting prices at the expense of value per customer. Not 
discounting can scare potential customers away to the competition. 
Yield management is crucial, both for accommodation and for food 
and beverage operations. Scheduling of resources is also critical. 
Too many staff on duty to cover anticipated demand and 
productivity and profitability suffer. Too few staff on duty and 
service levels fall along with staff morale. The key here would 
seem to be effective forecasting and yet little progress has been 
made in unravelling demand patterns to provide accurate 
predictions. Many operations still rely on the equivalent of a wet 
finger.
3. The complexity of operation. All hospitality operations require 
a combination of manufacturing expertise and service skill in a 
business, which operates around the clock, 365 days a year, and is 
busiest, when most other businesses are not. To deliver an
17
appropriate level of product and service consistently to each 
individual customer requires the efforts of many different teams of 
staff who must be co-ordinated to deliver to standard every time. 
Catering for the needs of a single customer may be difficult enough 
but catering to the needs of many different groups of customers all 
with slightly different requirements multiplies the complexity of the 
problem many times over. The importance of a co-ordinated team 
effort between the different functional groups of employees is self- 
evident and yet the industry maintains organisational structures 
and occupational boundaries, which directly contradict this 
objective.
4. The reliance on service contact staff. However well planned 
and designed the hospitality operation is, however well scheduled 
the resources, in the final analysis the success of any customer 
experience will be determined at 'the moment of truth' - the 
interaction between the customer and the service provider. A 
highly skilled chef can spend many hours preparing the finest 
dishes and yet they can be ruined by a waiter’s lack of care or 
ineptitude. Many millions of pounds can be spent furnishing a hotel 
bedroom but the pushy porter looking for a tip can tarnish the 
whole weekend break. The point of contact between the customer 
and service provider is also an opportunity for the operation to sell 
its service and to generate additional revenue. Hotel receptionists 
can significantly increase the profitability of a hotel by upselling - 
encouraging customers to trade up to more luxurious and more 
expensive accommodation - or by simply asking if the guest would 
like to make a reservation for dinner in the hotel restaurant. 
Referral of business from one operation in a chain to another can 
also provide added revenue. It is all the more surprising then that 
given the key role the service provider has in ensuring customer 
satisfaction and in improving revenue and profit levels that they still 
remain some of the least well paid and least respected members of 
staff (Guerrier and Lockwood, 1989).
industry structure
Putting figures on the size and scope of an industry with the 
diversity of the hospitality industry is not easy and the figures that 
do exist are notoriously unreliable (Lockwood, 1993). However, a 
number of indicative figures are available as, for example, those 
provided by the JHIC report (1996).
Employment 212m -1 in 9 jobs 2.5m -1 in 10 jobs
% of workforce 10.7% 10%
Spend $646billion £50billion
% of GDP 10.9% 10%
Source: JHIC (1996)
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The industry has a significant multiplier effect on all aspects of the 
economy through the purchase of supporting products and 
services. Supporting industries range from direct suppliers of food 
and drink to laundry, cleaning and financial services, while the 
industry also affects aspects of the food production, transport, 
wholesale and industry related manufacturing industries. The 
multiplier effect on the economy is estimated at £1.75 for every £1 
of direct spending, while foreign earnings from hospitality and 
tourism were calculated at £11.4 billion in 1995 (JHIC, 1996).
In employment terms, research indicates that there are 2.5million 
directly employed in the industry with about two thirds of these in 
the commercial sector. Forecasts suggest that this will rise by 
some 400,000 in the next ten years. The industry is not only a 
major direct generator of employment but has a significant indirect 
effect as well. The multiplier effect on employment is estimated to 
be around 1.3 additional jobs for every one directly employed in the 
industry (JHIC, 1996).
The structure of the industry consists of businesses ranging from 
large multinational corporations to self employed independent 
operators but small and medium enterprises make up the majority 
of operating units in then UK and of the total of 250,000 units, 65% 
employ less than ten people.
The ownership picture is further confused by three styles of 
operation increasingly being used by the industry - franchising, 
management contracts and consortia. In franchising, an 
independent operator is licensed to use the franchisor's brand 
name and operating system for the payment of fees. In hospitality, 
franchises range from a small number of McDonald's units to the 
majority of Marriott Hotels in the UK. In a management contract, 
the owner of the property passes on responsibility for the day to 
day operation of the unit to a management company. This 
company may operate the unit under their own name (e.g. Hyatt) 
or under the existing owner's name or even operate as a franchise 
of a different company entirely. A consortium is a group of 
independent operators who group together for primarily marketing 
purposes to pool their resources to allow them to compete with 
corporate chains. Best Western is the largest consortium in the UK. 
Recently, a new consortium has been formed, called the 
Independents, to compete at the budget end of the hotel market 
against Forte Travelodge and Whitbread's Travel Inns.
The scope of operations of hospitality can also differ widely. Most 
of the smaller businesses will operate on a purely local basis. 
Some companies, such as Swallow - the hotel division of Vaux 
breweries, restrict their operation to a national basis, while others 
are truly international in their outlook. Holiday Inn Worldwide, 
owned by Bass, operates in 55 countries. Hilton International, part 
of Ladbrokes, has hotels in 47 countries while Forte, part of 
Granada, operates in 33 countries.
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Key concerns
Combining the characteristics of hospitality operations and the 
structure of the hospitality industry enables a number of key 
concerns to be identified.
• Quality. As increasingly sophisticated and vocal customers 
demand improvements in product and service quality, the chain 
operations are spending time, energy and money responding to 
the challenge and achieving higher customer satisfaction, lower 
costs and greater competitiveness at the same time. Without 
attention to quality, the success of chain branding strategies or 
franchise operations would be called into doubt. As chains 
succeed in introducing quality management systems, do the 
independent operators have the ability to respond?
• Productivity. Improvements in productivity in hospitality are 
hindered by two problems. Firstly, the personal nature of 
service interaction makes it difficult to substitute technology in 
some service situations and secondly, the unpredictability of 
demand makes effective resource scheduling very difficult.
Employment. Prior to the recession of the early 1990s, the 
main cry from hospitality employers was where were the staff 
going to come from. Slowly, pay and conditions of employment 
were improving to attract more people to the industry. The 
recession counteracted these improvements and now that 
recovery is fully established the industry is facing an even 
worse shortage of labour than before.
Investment. Investment in the fabric of the premises is always 
one of the early casualties of poor trading conditions and yet 
maintenance of the condition of these assets is a crucial factor 
in the customer's assessment of the hospitality experience.
Emerging concerns
There are also a number of concerns that the industry will need to 
address as it reaches greater maturity.
Fragmentation. The industry is fragmented both into a large 
number of small businesses and also into a large number of 
separate sectors all having their own view of the world. There is 
therefore no effective voice to represent the industry to 
government or the media and combined efforts are normally 
restricted to a small number of the large companies. The Joint 
Hospitality Industry Congress (JHIC) is making a small but 
significant step in this direction.
Ownership. The growth of franchising and management 
contracts will see an increasing split between the ownership 
and the management of an operation. Chain operations will 
only be as successful as their weakest link.
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• Branding. As more and more companies create more and 
more brands there will be greater choice for the customer but a 
greater need for companies to ensure the consistency of their 
operation and the differentiation between brands. There will be 
increasing competition from international brands arriving from 
outside the UK. e.g. Wendy's, TGIFridays.
• Vertical (and horizontal) interdependence. The hospitality 
operation is only one part in the total tourism experience that 
ranges from the CRS (computerised reservation system) in one 
direction to the raw materials suppliers in the other. There will 
be increasing recognition of the interdependence between all 
the parts of the package. At the same time, the importance of 
horizontal interdependence for operators in a local (or national) 
area will become recognised. For example, achieving the 
redevelopment of a seaside resort area will depend on the co­
operation of a wide variety of different businesses that might 
otherwise consider themselves to be competitors.
• Capacity. The industry faces an imbalance in the distribution of 
hospitality operations. Many areas are seeing hotels, 
restaurants and even public houses being forced to close 
through lack of custom. In other areas, there are severe 
shortages of facilities at times. Unfortunately, hospitality 
premises do not transport easily.
• Environment. The tourism industry has recognised the 
importance of the effects of tourism on the environment and 
has become to promote approaches to sustainable or 
responsible tourism. The hospitality industry has been slower to 
respond, although some progress is being made, for example 
through changes in McDonalds packaging and the recent 
publication of a guide to environmentally friendly operation by a 
consortium of hospitality organisations. It is still not clear 
whether the industry is adopting 'greener' policies from a 
position of belief or responding to pressure from customers or 
identifying cost savings from reduced waste.
The hospitality industry is a large and complex collection of 
businesses operating largely independently of one another. The 
industry plays a significant role in employment and in foreign 
currency earnings. It is still, however, dominated by small owner 
operators upon whom the future of the industry rests unless the 
larger chains can bring about change through competitive 
pressure.
O p e ra tio n s  M anagem ent 
What is operations management?
Operations management is the line management function 
concerned with the production of the goods and/or services that 
make up the core of the offer a business makes to satisfy its 
customers’ needs. The scope of operations management ranges
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from involvement in the long-term strategic direction of the 
business to the day to day issues dealing with the nuts and bolts of 
the production or service process. According to Hill (1983), the 
operations function typically accounts for some seventy percent of 
the manpower of a business, eighty percent of its assets and the 
majority of the expenditure. In hospitality as can be identified from 
the previous discussion, the operations function is so central that 
these figures are likely to be exceeded.
The operations manager is concerned with balancing two key 
objectives: to meet customer needs and at the same time to make 
the best use of resources (Johnston et al, 1993). The performance 
of the operations manager will often be measured against these 
objectives and yet an improvement in one can easily lead to 
deterioration in the other and sub-optimisation in both may often 
result. These two objectives are commonly represented as the 
inputs and outputs to the transformation process in a simple 
system diagram. A more detailed version of this diagram, taken 
from Lockwood and Jones (1998), is shown below.
Systems model of an operation
(Labour, energy, plant, machinery, management)
PROCESS
(Waste, scrap, energy, control information)
Source: Lockwood and Jones, 1998
This diagram illustrates the complexity of the operations task by 
highlighting two different types of inputs - those that will be 
transformed (customers, materials and information and those that 
will be used in the transformation process (labour, energy, plant, 
machinery and management) - producing two different kinds of 
outputs (the goods and services, satisfied customers and 
transformed information that are the intended end result and the 
‘by products’ of the transformation itself in terms of waste, scrap, 
energy and control information) - through a series of linked sub
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processes or micro operations that make up the total or macro 
operation.
Another commonly used structure for looking at the scope of 
operations management is to use a life cycle model (Chase and 
Aquilano, 1995). This approach stresses the involvement of 
operations in the design of the product or service, the design of 
facilities and jobs, the implementation of these operational designs, 
the management of day to day operational decisions and the 
continual improvement of systems and processes. It also highlights 
that operations management has a role outside micro operations in 
the strategic direction of the business.
Operations management as a subject consists of ‘a body of 
knowledge, experience and techniques covering such topics as 
process design, layout, production planning, inventory control, 
quality management, capacity planning and workforce 
management’ (Johnston, 1994) which should enable those 
transformation processes, at both micro and macro levels, to be 
managed in the most efficient and effective ways possible.
The development of operations management
Tracing the development of operations management in both its 
industrial applications and as a body of knowledge highlights some 
interesting patterns and conflicts within the subject area. Johnston 
(1994) provides a clear exposition of the development of 
operations management. He traces operations management back 
to any occasion where co-operative groups have worked together, 
such as on major historical construction projects but considers the 
industrial revolution to be the start of ‘factory management’. This 
period saw tremendous growth in the productive capacity of the 
economy as new sources of energy and changes in the planning 
and organising of work were introduced. The division of labour and 
the development of F W Taylor’s ‘scientific management’ were 
seen as the key breakthroughs, soon to be followed by other 
scientific techniques from the likes of the Gilbreths, Gannt and 
Harris and, of course, Henry Ford’s moving assembly line. Over 
this period the move from home based craft industries to high 
output factory production based on scientific principles was 
facilitated. For example, prior to the introduction of the assembly 
line, the production of one motor vehicle chassis car 12.5 man 
hours; after introduction, the average labour time was reduced to 
just 93 minutes (Chase and Aquilano, 1995).
Mathematical and statistical techniques dominated the evolution of 
operations management from Taylor up to the 1940s. This 
domination was reinforced during the Second World War, when the 
complex problems of logistics and weapons systems provided the 
impetus for the development of a new range of quantitative 
techniques under the heading of operations research or 
management science. In general, the objective of these techniques 
was to provide the optimal solution to a mathematically expressed 
problem with the clear goal of maximising efficiency.
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This emphasis, however, tended to lead to the optimisation of sub­
systems without necessarily ensuring gains for the operation as a 
whole. This led to the growth of interest in the functioning of 
operating systems as a whole and there was recognition of the 
usefulness of a systems approach to coping with the complex open 
systems that businesses increasingly faced. The focus of attention 
had moved from the efficiency of micro processes to the 
effectiveness of an integrated series of processes. This move 
through the 1950s and early 1960s saw the development of what 
can be called modern operations management, covering the now 
standard topics such as production planning and control, facilities 
design and materials management. The 1970s saw the broad 
introduction of computers into operations management, and in 
manufacturing their use in materials requirements planning (MRP). 
The 1980s and 1990s have seen the emergence of the holistic 
integrated philosophies of just-in-time production and total quality 
management. Again the focus of attention has broadened from the 
effectiveness of a series of processes to considerations of the 
totality of the operation.
Two further significant developments in operations management 
can be identified: the strategic imperative and the service 
imperative (Johnston, 1994). These can be seen as a natural move 
from previous developments. The recognition of the importance of 
operations at the strategic level can be seen as simply another 
change in the focus of attention. The hierarchical nature of systems 
implies not just the existence of sub-systems with the operation but 
also the existence of a meta-system that encompasses the 
operation. The focus has moved from the effectiveness of the 
operation to the overall engagement of the operation processes in 
the continued success of the business as a whole within 
increasingly turbulent and critical environments. A second 
implication of the broader view of the system-in-focus is the 
recognition of the importance of service as a competitive element 
of manufacturing strategy and indeed of the importance of the 
contribution that service operations make to the economy in their 
own right.
Looking at the not inconsiderable development of specifically 
service operations concepts, tools and techniques since the early 
1970s, it is interesting to note that they have tended to concentrate 
at the middle and upper levels of management concern rather than 
adopt mathematical modelling techniques.
Research in operations management
Filippini (1997) reflects on research in operations management, its 
evolution models and empirical studies. His analysis clearly reflects 
the stages of development identified above, but some clear 
anomalies are evident. The first stage of research in the 1950s was 
based on descriptive studies looking at largely mathematical 
techniques aimed at improving productivity.
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The 1960s saw a continuation of the scientific methodology but 
also the recognition of the role of systems theory and approaches. 
In the 1970s the dominant approach was still using a modelling 
approach that was only concerned with the application of 
increasingly sophisticated mathematical techniques to severely 
constrained abstract applications, with limited practical value. A 
survey conducted by Chase (1980), analysing some 134 papers in 
refereed journals between 1977 and 1979, showed that 88% of the 
articles were concerned with micro problems and 76% emphasised 
the use of equipment or efficient planning. It might be expected 
that by the 1990s, the growth of interest in broader systems 
approaches with a wide range of available methods, the maturity of 
the discipline, the growing interest in strategic and service 
considerations, would have resulted in a change of research 
interests and approach. Although there has been some movement, 
it is perhaps not as significant as might be expected. For example, 
Neely (1993) looking at the first ten volumes of the International 
Journal of Production and Operations Management found that 
studies of micro/equipment based issues stood at 70% in the early 
volumes but had dropped to 60% by the later volumes. Filippini 
(1997) compared pipeline research in the US between 1996 and 
1986 and did find that modelling and simulation studies had 
dropped from 66% to ‘only’ 44%, with commensurate growth in 
survey and conceptual/theoretical studies. Voss (1995) suggests 
that although US research is still dominated by modelling studies, 
research in the UK is more concerned with conceptual, field and 
survey studies. The dominant paradigm in operations management 
research and scholarship is still firmly based in the scientific 
tradition and even as late as 1996 a new operations management 
text (Waters, 1996) suggests ‘the operations management 
approach to problems’ as observation, formulation, analysis and 
implementation. As Johnston (1994) warns
‘The challenge for operations management academics is 
to bring the service imperative into the mainstream 
discipline. This will require operations management 
researchers to take a more customer and service oriented 
perspective. The problem is that many researchers may 
be unable, or unwilling, to lift their minds beyond the 
application of quantitative techniques to create 
meaningless algebraic solutions to improve the efficiency 
of what may be insignificant and inwardly focussed 
operational sub-systems.’
This is not to suggest that research approaches based on scientific 
principles should not be used in operations management research 
but that the methodological approach should be appropriate for the 
issue of concern. The system of system methodologies (Flood and 
Jackson, 1991) suggests that there are a range of system based 
intervention methodologies for addressing operations management 
issues to suit the particular
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characteristics of the organisation’s situation and the nature of the 
problem context.
A system of system methodologies
Unitary Pluralist Coercive
Simple S-U
Operational
research
Systems analysis
Systems
engineering
S-P
Social systems 
design
Strategic 
assumption 
surfacing and 
testing
S-C
Critical systems 
heuristics
Complex C-U
Cybernetics
General systems 
theory
Socio-technical 
Contingency theory
C-P
Soft systems 
methodology
Interactive planning
C-C
Source: Flood and Jackson, 1991
The choice of methodology is based on assumptions about the 
system under review and the relationship between the actors 
concerned with the system. Systems can be seen as relatively 
simple or complex giving rise to simple or complex problem 
contexts. Actors can be in unitary, pluralist or coercive 
relationships to one another and this brings together the six boxes 
of the matrix shown above. Combining information gained about 
the problem context and the assumptions underlying the different 
systems approaches, it should be possible to choose an 
appropriate methodology. For example, if the problem has clear 
and agreed objectives (unitary) and is simple enough to be 
captured in a mathematical model, then the techniques of OR, 
systems analysis or systems engineering are likely to be 
successful. However, in more complex situations where different 
parties to the problem have different ideas about goals or 
objectives, then a soft systems methodology would be more 
appropriate. Indeed this approach, rather then suggesting that one 
particular approach is best or that another should not really be 
used, stresses the complementarity of research approaches that 
can be used synergistically to provide appropriate answers or 
improvements.
As the focus of operations management has broadened in scope 
so the nature of the research problems it is concerned with have 
become more complex and the underlying objectives of the people 
concerned have been seen as more pluralist. It would be expected 
therefore that the methodologies used would tend to move away 
from the ‘hard’ solutions of operations research toward the 
interpretive paradigm of soft systems approaches or a critical 
stance acknowledging the inherent conflicts of interests.
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H o s p it a l it y  O p e r a tio n s  M a n a g e m e n t
The application of operations management to hospitality
Following the exposition of the development of operations 
management discussed above, it can be seen that operations 
management in the context of hospitality operations has proceeded 
along similar lines. Given the nature of the industry described 
above and in particular the domination of the industry by small 
scale operations, it is not surprising that the craft base of the 
industry has held a strong position of influence over the way the 
industry has developed.
The craft base of the industry is particularly strong in the area of 
food production or kitchen operations and the supremacy of the 
chef is well known. The craft traditions in kitchens are well 
established and have resulted in clear distinctions, if not rifts, 
between food production (kitchen) and food service (restaurant) 
departments. Distinctions between the food and beverage 
practitioners and the accommodation operations practitioners 
(reception and housekeeping) are also well recognised. To some 
extent these differences have been perpetuated by an educational 
approach in colleges and universities which has dealt with these 
operations as distinct areas of the curriculum with their own 
specialist staff and their own idiosyncratic approaches. The 
application of operations management would therefore be 
focussed in one particular area at the micro or subsystem level. 
However, there is little evidence even into the 1960s and 1970s 
that general principles of operations management, perhaps with 
the exception of the application of production lining approaches to 
fast food operations (Levitt, 1972), were really considered seriously 
at all. The application of ‘hard’ quantitative based techniques does 
not seem to be evident in hospitality operations.
Nevett (1985) was probably the first author to recognise a growing 
interest in the application of general operations management 
approaches and the newly emerging service operations to the 
hospitality field. It is interesting that, even at this late stage in the 
history of operations management, he has to spend a large section 
of the article defining what operations management is and 
justifying that it has a significant role to play in the industry and in 
the hospitality curriculum. He argues that the operations 
techniques found on hospitality courses could benefit from the 
conceptual framework that operations management offers. He 
continues that
“It is my view that this approach allows us to consider not 
just food production but also food service and 
accommodation management and that by considering 
them together, it is possible to gain economies of learning 
time and clearer understanding”
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The substantial changes over the next ten years are shown in a 
special issue of the International Journal of Contemporary 
Hospitality Management (Vol.7 No.5 1995) concerned with ‘New 
visions for hospitality operations management’. By this time the 
integration of food production, food service and accommodation 
operations is assumed, the dominant framework used comes from 
a systems perspective, acknowledging both hard and soft 
dimensions, and the need to extend the subject into the strategic 
domain is highlighted. The influence of service operations 
approaches has been widely accepted as an integral part of 
hospitality and the integration of operations and other business 
functions, such as accounting, are being actively explored.
There is no doubt that the development of hospitality operations 
management has come a long way in a comparatively short period 
of time and that the academics working in this field have achieved 
a substantial change in perceptions of their subject area in moving 
away from its practical craft orientation toward recognition of 
operations as a serious area of study and research. Indeed a 
recent report to the Quality Assurance Agency on hospitality 
education (Harris, 1997) has recommended that Hospitality 
Operations Management should be included as part of the Level 3 
curriculum on all programmes. At the same time, hospitality 
operations still has some considerable way to go in keeping up with 
developments in the general operations and specifically the service 
operations management field.
Research in hospitality operations
It could be expected that the centrality of operations management 
to successful hospitality businesses, the growing importance of 
service as a competitive lever and the increasing recognition of the 
role of operations at the strategic level would result in considerable 
interest in operations as a rich field for hospitality research.
Litteljohn (1990) describes the area of hospitality research as 
reaching a stage of maturity but recognises that this maturity is 
exemplified by a greater level of research activity rather than 
agreement about a particular philosophy or direction of research 
and that the research could be seen as fragmentary.
This fragmentation is picked up by Lockwood (1995) providing a 
personal perspective on the state of hospitality research, from 
which the following comments are extracted.
Looking back twenty-five years, there was very little evidence of 
any research activity in the hospitality field. The main emphasis at 
that time was on preparing textbooks at a managerial level. There 
were probably only one or two centres where any hospitality 
research was being done.
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Looking back ten years, there was a growth of research based 
publications in the hospitality field but mainly from a small number 
of key individuals based in hospitality departments.
Looking back over the last five years, however, hospitality research 
has grown in momentum and recognition. There have been a 
growing number of service based conferences where hospitality 
has been a major theme and where the research has not been 
done exclusively within hospitality departments. There has been 
recognition of the importance of services in general by their 
inclusion in general management journals as well as the 
emergence of high quality exclusively service and hospitality based 
journals. There has been a greater recognition that hospitality 
research is a valid thing to do and people should be doing it.
Looking through the journals and conference proceedings, one 
cannot but help be impressed with the broad range of topics and 
disciplines covered within hospitality research. It is easy to find 
examples of marketing, finance, human resources, operations, IT, 
etc. At the same time, the research conducted is not limited to a 
narrow range of methodologies.
But.... in the very breadth of the areas that hospitality research 
covers lies a danger. Hospitality research currently lacks 
coherence; it lacks its own methodologies and its own theories. 
Hospitality research covers everything and draws liberally from 
anywhere without any obvious consolidation of progress. This 
should not be a surprise. Hospitality research tends to be 
conducted in a large number of isolated research pockets, with 
only one or two people working in a particular field and probably on 
different things. There are only a very small number of research 
communities where research can feed on itself and breed. There 
has to be an issue here of critical mass. This has resulted in a 
large number of small scale exploratory studies because the time 
and resources are limited to what one or two people can achieve. 
There does not seem to be the funding for establishing research 
programmes that could explore consistent themes. At the same 
time there is pressure on academics to publish in recognised 
journals and this can lead people to play it safe to ensure 
publication. This can be encouraged by journals where statistical 
processing and validity takes precedence over the value of the 
research.
If hospitality research, having come so far, is going to develop 
further then these are some of the challenges it must face up to:
• to create research communities - either within single 
establishments or by institutions being prepared to encourage 
co-operation between institutions and individuals
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• to encourage philosophical debate and innovative approaches 
through journals; to see high quality research as that adding 
value not just having followed the right guidelines
• to encourage debate generally on research findings, 
approaches, successes and failures. There is very little 
opportunity or encouragement to comment on published work. 
Does Internet conferencing provide a way of getting and 
sharing feedback on research work?
• in general, to co-operate, to share, to move forward.
Research in hospitality operations suffers most of the problems 
suggested above for the field as a whole but particularly in the UK, 
there is evidence of a small but enthusiastic group of researchers 
pursuing similar approaches and themes. Examples can be found 
in special journal issues, such as new visions for hospitality 
operations management (International Journal of Contemporary 
Hospitality Management, Vol.7 No.5, 1995) or yield management 
(Progress in Tourism and Hospitality Research, Vol.4 No.3, 1998), 
as well as in edited texts such as the Management of Foodservice 
Operations (Jones with Merricks, 1994) or Food and Beverage 
Management: a selection of readings (Davis and Lockwood, 1994).
Since 1995 the International Journal of Contemporary Hospitality 
Management has published an annual review of research 
publications based on entries in the HCIMA’s Worldwide Hospitality 
and Tourism Trends (WHATT) CD-ROM. The reviews have 
concentrated on the task of interpreting themes in the academic 
literature. In the first year (IJCHM Vol.7 No.7), the review targeted 
principally European journals drawing on over 900 articles 
published over the previous six year period. In the second year 
(IJCHM Vol.8 No.7) the review was extended to include journals 
from the USA, while the third (IJCHM Vol.9 No.7) widened the 
scope to include the Asia Pacific region. In the first year, the key 
themes identified with relevance to hospitality operations were 
customers and service quality, employee studies, hotel 
development and operation, service improvement, hospitality 
facilities design and operation, all with a heavy emphasis on 
strategic options. Taking account of slightly different perspectives 
evident in the US the key themes in the second year included 
service quality and customers, human resources, restaurant and 
food service operations, hotel operations and development, 
business performance, service improvement, and total quality 
management. The inclusion of the Asia Pacific area in the third 
review led to a range of topics that cover the service profit chain, 
stakeholder roles in service quality, new concepts in management 
and operation including new products and franchising, business 
performance and its measurement, process and quality 
improvement, teamworking, empowerment, competitiveness, 
customisation, customer retention, product design, internal
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marketing, strategies and operations, and food service operations. 
It is clear from these reviews that operations management has a 
key involvement across a wide range of the hospitality research 
literature.
Two recent reviews of research in the hospitality operations area 
(Jones and Lockwood, 1998 and Lockwood and Ingram, 1998) 
have also discovered a substantial body of work covering a wide 
variety of topic areas. However despite the volume of work cited 
neither review is wholly satisfied with its coverage or its 
methodology. Commenting on hotel operations research Lockwood 
and Ingram (1998) put together the following table to show the 
areas of investigation.
Classification of research studies in hotel operations
Theme No % Conceptual
%
Empirical
%
strategy and environment 22 16 41 59
Property and asset management 11 8 27 73
Human resources 29 21 7 93
Customers and marketing 19 13 26 74
Profitability and yield management 29 21 55 45
Productivity and performance 9 6 22 78
Service and quality 16 11 19 81
Operating systems 6 4 33 67
Total 141 100 30 70
Source: Lockwood and Ingram, 1998
The data presented in the table show that the most popular topic 
areas for hotel operations research were human resources and 
profitability and yield management, which each represent 21% of 
the work cited. The differences between these two areas are that 
the human resources publications show a wide spread of interests 
and approaches while the profitability articles are almost 
exclusively about yield management; the human resources 
research is almost all empirically based while the work on yield 
management is biased toward the conceptual. This is not very 
surprising when human resource management is a well-developed 
field with a long track record of research while yield management is 
a relatively new topic where definitions and models are still being 
developed. The third most published area concerns strategy and 
environment, and customers and marketing and service and quality 
take fourth and fifth place respectively. The three remaining areas - 
property and asset management, productivity and performance, 
operating systems - each scores a percentage in single figures 
only.
The areas that seem under represented given their importance to 
successful hotel operations are quality and service, which as a 
combined topic managed only 11% of all papers, and productivity, 
which only reached 6%. It is also disappointing that more attention
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is not paid to the serious consideration of the operating systems on 
which hotels rely to produce and distribute their services. This may 
not be the most glamorous or obviously academic of areas but it 
offers a rich field of possible projects suitable for the application of 
operations management concepts and methodologies.
This review was based on a list of over one hundred and forty 
articles on hotel operations research; a considerable volume of 
research output. However, when this collection of up to ten years 
compared to the 600 plus academic research studies that Ingram 
(1996) identified as ongoing, they represent only a small part of the 
total research work that is being conducted. It is to be hoped that a 
large percentage of these research studies are converted into 
published papers.
The research cited above is generally of a good standard. Overall, 
seventy per cent of the work is based on empirical studies and 
thirty per cent is conceptual. The empirical studies show a variety 
of methodologies ranging from quantitative surveys, through 
qualitative studies to detailed case studies. Of these, however, 
questionnaire surveys account for the largest proportion and 
unfortunately many of these are based on samples that do not 
allow reliable generalisations to be drawn. It is to be hoped that as 
this research field matures the number of very small-scale studies 
will decline and more large-scale studies, which can be seen as 
representative of the industry, will be reported.
The diversity of research is again commented upon by Jones and 
Lockwood (1998) looking at operations management research in 
the hospitality industry as part of a special issue of the International 
Journal of Hospitality Management (Vol. 17 No.2) to provide “some 
seminal articles that pull together ideas to provide structure and 
meaning to specific areas of hospitality research” (Jones, 1996). 
They provide three major conclusions. First, that there is a plethora 
of terminology but very little agreement about definitions, 
taxonomies and typologies, which can lead to considerable 
confusion in reporting research findings. Second, that a lot of the 
work tends to be conceptual in nature as researchers attempt to 
conceptualise a new field of enquiry, establish boundaries and 
develop some kind of structure. Third, that this has led to a lot of 
work being done in isolation. Only a small amount of hospitality 
operations management research is related to the generic 
discipline of operations management. On some occasions this has 
led to research being conducted without a clear theoretical 
framework. It could be argued that this is due to the fact that 
hospitality operations are unique and do not follow the general 
theories. This argument is confounded however when non­
hospitality operations researchers apply their theories and 
methodologies to the industry, or when areas of operations overlap 
with other areas of study, such as what hospitality managers do or 
in relation to the service encounter, where strong
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approaches are derived from the social sciences and usually 
empirical data.
For nearly ten years, the Annual Council for Hospitality 
Management Education Research Conference has provided a 
lively forum for the dissemination of research findings. Over that 
period operations management has consistently provided a stream 
of papers for discussion. However, at the 1998 conference the 
operations ‘stream’ dwindled to a ‘trickle’ of two papers. As the 
stream leader, my comments included the following.
It is disappointing therefore that the number of papers submitted to 
the conference in this area was so small and that indeed not one 
single refereed paper submission was received. The two papers 
that did arrive - one a work in progress and one for a workshop - 
were, however, well received by our reviewers and I commend 
them both to you.
There are a number of explanations as to why this area may have 
been badly served:
• there is very little research being done in this area. This does 
not seem to be the case, as recent reviews of the published 
hospitality literature would confirm. My own review of the hotel 
operations literature for a forthcoming book on research 
identified around 140 recent articles in this area.
• there is very little research being done in this area of high 
enough quality. Again my own review of the recent literature 
would disagree and certainly the research work in the general 
field of operations management and service operations would 
also dispute this assertion.
• operations management has a poor image. There is some 
evidence looking at the papers in other fields that some of the 
topics I would classify as ‘operations’, their authors have 
classified as something else. It could well be that the overlap 
between operations and human resources or marketing, for 
example, means that a paper could be placed in either area but 
one may have a more prestigious image. At the same time, we 
must be aware that different disciplines approach topics from 
different perspectives and we must be clear that we have 
adopted the appropriate one.
Another suggestion that operations researchers are too lazy to 
write papers I will discount straight away. I will hold to the view, for 
the moment, that this paucity of papers is anomalous and that it is 
simply due to the serendipity of research schedules and other 
conferences. Next year will be completely different. Ask me then.
Overall then the field of hospitality operations research emerges as 
one of contradictions. An area with a considerable volume of 
research but which has not built a coherent knowledge base due to 
a lack of consistency in approaches and terminology and the
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lack of a consolidated theoretical frame of reference. An area 
which has seemed to prefer to assume that hospitality operations 
are unique rather then drawing on established ideas from the field 
of general operations management but which has responded to the 
development of service operations management and pursued 
some of its key themes in the areas of service quality, process 
design and the service encounter. An area with a buoyant field of 
interest that can respond to calls for industry relevance but which 
on occasions struggles to be seen as an area for serious research 
endeavour. An area that lacks maturity but which is well placed to 
develop.
C la s s ify in g  t h e  b o d y  o f  w o r k
The complete body of work upon which this submission is based 
consists of 23 articles in academic journals, of which are 14 in 
international refereed journals; 5 books; 21 chapter contributions to 
edited texts; 3 booklets or other publications; 32 conference 
papers, of which 15 were competitive refereed papers and two 
received best academic paper awards at international conferences; 
2 electronic media publications; 3 volumes of an annual academic 
journal and 3-4 volumes of a quarterly academic journal, written 
and researched over a period of some ten years.
To make sense of the diversity inherent in work accumulated over 
this time, a framework has been adopted that draws together two 
previous pieces of work and strives to make explicit the linkages of 
themes, approaches and methodology that underlie the work.
S y s t e m s  p e r s p e c tiv e s
The simple systems model described earlier shows the inputs to 
the hospitality operation, the processes that take place within it and 
a number of possible outputs. The role of the operations manager 
is to make sense of the original design of the service package 
offered and then to control the system to make sure that the 
desired outputs are consistently achieved. Although outside the 
immediate scope of the operations manager, the design of the 
service package has an important impact on the day to day 
operation. Choices have to be made about how to satisfy the 
needs of the customers, the shareholders and the employees of 
the business by selecting the appropriate inputs and processes 
that will satisfy their needs. A successful operation will be one in 
which the various elements of the design fit together in an efficient 
and effective way. Once the system is designed, it must be 
operated through the application of a range of management tools 
and techniques to support operational activity. The choice of the 
most appropriate tools and techniques will also be profoundly 
affected by the results that are expected to be achieved. It is the 
outputs of the system that explain why certain processes are used 
and so certain inputs needed. Merricks and Jones (1986) first 
referred to these outputs as key result areas, an idea that was
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taken up by Jones and Lockwood (1989) in the development of the 
three circle model shown below.
The three circle model
Improving
productivity
Improving
employee
performance
I
\
Protecting
assets
Employees ' Asset
Managing
customer
service
_________
I i Increasing
\  Customers / profitability
Managing
demand
Source: Jones and Lockwood, 1989
The model identifies seven key result areas common to all 
hospitality operations. Successful operational performance 
requires the manager to actively control these seven areas and 
hence they are described prefaced by a verb. The seven key result 
areas are as follows. There are three main components to any 
business: the physical assets of the business (buildings, 
equipment, financial assets) representing the owners or 
shareholders of the business, the human assets or employees of 
the business, and the customers. Each of these has to be 
managed effectively by protecting assets both physically and 
financially, by managing customer demand, and by improving 
employee performance. The combination of these with each other 
provides three more key result areas. Decisions about the use of 
plant and machinery and productive systems balanced with 
employee labour create a series of issues concerned with 
improving productivity. Where customers interact with employees 
raises the issues of the service encounter and managing customer 
service. Customers making use of the physical facilities and the 
service provided involves the transfer of funds that must result in 
some return to the owners of the business and so the importance 
of increasing profitability or asset performance. Finally where all
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six areas overlap is the key result area of quality which is seen as 
central to the success of the operation.
In each of the key result areas there is a range of choices to make 
about how to meet operational targets. These choices can be 
influenced by the type of operation, fast food or fight catering, but 
also by the style of the particular organisation. The important thing 
is to manage the fit between the key result areas in a way that is 
synergistic and to avoid sub optimisation of the total system 
through conflict between the choices made. An obvious example 
here is where choices are made to reduce staffing levels in order to 
improve profitability, which result in a deterioration in the standards 
of service and the customers’ perceptions of quality, leading to a 
fall in demand and a reduction in profitability.
It was recognised, however, that this model was clearly focused at 
only one level of the operation and had limited explanatory value at 
others. A new approach was developed drawing on a different 
aspect of systems theory.
Based on investigations of the natural world, it is possible to 
identify in the organised complexity of all systems a series of 
different levels or hierarchies. Each system as an identifiable whole 
has within it a series of subsystems that are in themselves 
complete. Just as molecules, cells and organs can be seen as 
subsystems of a living organism, so business organisations can be 
seen to consist of several levels - individual, group, department, 
unit, division and so on. Each level in the hierarchy will have its 
own distinct emergent properties - characteristics that are only 
appropriate at that level of analysis. The characteristics of one 
level may have little relevance or meaning at a different level. One 
application of this analysis to the management task (Johnson, Kast 
and Rosenzweig, 1963) identified three levels. The bottom or 
operating level is concerned to accomplish objectives effectively 
and efficiently. The middle or co-ordinating level attempts to 
integrate internal activities. The top or strategic level is concerned 
with relating the organisation to its environment and designing 
comprehensive systems and plans. This pair of ideas, hierarchy 
and emergence, is the basis for our proposed framework.
In a first version of the hierarchical model, Jones and Lockwood 
(1995) proposed four levels as the basis of a framework for 
understanding hospitality operations with the bottom level 
representing the operating system. A slightly later incarnation of 
the model (Jones and Lockwood, 1996) reduced this to three levels 
but made a split between management and technology or systems 
as shown in the diagram overleaf.
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The hierarchical systems model
Operating
System
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Strategic
Operations
Management
Operations
Management Delivery System
Operational
Management
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Focus on planning 
Executive and senior management 
Organisation-wide
Stiort term (immediate to 1 montti) 
Focus on control 
Supervisory management 
Section or departmental level
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Focus on implementation 
Unit management
Management
Model of Operations Management 
(Lockwood and Jones 1996)
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Defined by Heskett et al (1989) 
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implementation 
Strategy, structure, 4  performance
Defined by Sasser et al (1978) 
M ix o fC P O , IPO , M PO  
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Sub-systems 
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Source: Jones and Lockwood, 1996
At the bottom is operational management. This level is responsible 
for the management of operating systems. It is concerned primarily 
with ensuring the delivery of predetermined products and services 
and the control of the operation to meet operating standards. The 
impact of the external environment at this level is relatively small 
and the time horizons short. The primary concern is for 
optimisation of decisions that are largely programmable and can be 
solved by simple computations. For example, the practice of menu 
engineering looks to optimise the contribution of each dish on the 
menu through mathematical analysis. The practice of scheduling 
labour to match predicted demand patterns could also be seen in 
this light. Note at this level that the emphasis is on managing 
operating systems effectively and ensuring resources are deployed 
effectively. This in effect is the simple systems approach to 
operations.
The next level is operations management. At this level, the 
manager is concerned with making sense of the fit between 
different parts of the operation and between the different key result 
areas. Time horizons are that much longer and the scale of the 
decisions to be taken is that much larger. Decisions are no longer 
so easily programmed but require a holistic approach to ensure 
that there are no unintended repercussions in other parts of the 
system. For example, that decisions intended to bring about an 
improvement in productivity do not have a detrimental effect on 
quality. At this level the focus is on output.
At the strategic operations management level, the concerns are 
strategic, taking account of the external environment to make 
decisions about the long-term future of the operation where 
decisions are largely judgmental. This level of analysis emphasises 
the distinction between the design stage and the operations stage. 
These stages are now seen to be located at different levels. The 
upper level provides the innovation, the
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design and the direction for the lower level to work within. In turn 
the middle level provides the constraints within which the lowest 
level operates, through for example budgets or operating 
standards.
This leads to a second pair of ideas - communication and control. 
The emphasis is on the importance of the flow of information 
provided by lower levels in the hierarchy to the level above. It is 
here that managers make decisions on how to control the 
operation and to maintain it in homeostasis or steady state. In this 
context, the meaning of control is that to be found in the field of 
cybernetics, this word coming from the Greek for steersman, rather 
than a narrow policing role.
As one descends through the levels of the hierarchy, the range of 
possible actions reduces. At the strategic level, the range of 
possible actions is very wide indeed. However, once decisions 
have been taken at this level, they will constrain the range of 
possible actions available at the operations management level. 
Similarly decisions here will constrain actions at the operational 
level and all preceding decisions will determine the nature of the 
operating process itself.
It can be seen from this argument that the approaches adopted at 
the strategic level are generic, in that they can be applied across a 
wide range of hospitality operations. They are likely to be similar to 
the approaches used in other service industries and may well draw 
on other sectors as well. At each subsequent level, the approaches 
become ever more specific, until they become the defining 
characteristics of a particular type of operation.
On the technology or systems side of the model, the top level is 
concerned with the idea of the service concept as defined by 
Heskett (1986), which leads on to the design and operation of the 
service delivery system as conceptualised by Sasser, Olsen and 
Wyckoff (1978) and being the means by which the service is 
actually delivered to the customers. The service delivery system is 
further broken down into the sub systems or operating systems 
themselves.
This model provides a rich framework for looking at operations 
management. One approach could look at the hierarchical 
relationships on the management side of the model - how is control 
achieved between levels? what is the role of a particular manager 
within a specific organisation and how do their responsibilities fit 
the picture provided? A similar approach could look at the 
technology side of the model and consider how the service concept 
is achieved through the sub operating systems that make up the 
service delivery system as whole. Another approach would 
consider the relationships between the two sides of the model; first, 
horizontally within each level and then diagonally between levels.
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A COMBINED VIEW
For the purposes of this submission however the full hierarchical 
model was considered to be too complex; therefore a new model, 
combining aspects of the three circle model and the hierarchical 
model, was produced as a way of classifying the outputs for this 
submission. The model as shown below shows the three-circle 
model as forming the operations management core, with the 
strategic level above and the operating system level below. Behind 
all three levels lies the role of the manager within hospitality 
operations.
The combined model
STRATEGY AND 
ENVIRONMENT
THE MANAGER IN HOSPITALITY 
OPERATIONS
PRODUCTIVITYAND
PERFORMANCE ANDASSE
QUALITY
PROFITABILITY
CUST0ME9RS AND 
MARKESNG
0PERAT1N®.$YSTEM
Mapping the works
The complete body of works has been classified according to this 
model with the addition of three extra categories - hospitality 
education, hospitality research and other publishing activities - 
which are outside the direct scope of the model.
An application of cognitive mapping has been used to show the 
relationships between the various works, either in terms of subject 
matter or underpinning theme or in methodological terms. It is 
therefore to be expected that some works will appear in more than 
one category and therefore on more than one map. It is hoped that 
in this way the development of the research and its 
interconnectedness will be described.
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Each area of the model is covered by a separate map and is 
accompanied by a short description of the key themes or 
developments. Where none of the work falls directly into a category 
obviously no map is available but a short explanation of this is 
included.
Each map has been colour coded to show the different types of 
outputs. Articles in journals are shown in yellow boxes; books and 
chapters in edited texts are shown in light blue; conference papers 
are in dark blue and electronic media are shown in light grey. A key 
to these codes is to be found on the bottom of each map.
The works selected to be included in this submission are 
highlighted on the maps with boxes around their titles. In order to 
facilitate cross-reference between the maps and the selected 
papers, these papers have been included in a separate volume.
The selected works
The works have been selected on a number of grounds.
• First, that they should be seen as being of a standard 
consistent with a doctoral level.
• Second, that they should be representative of the total body of 
work. For this reason, work has been selected across a range 
of topic areas, across a span of years including both early and 
later work, across a range of types of output including articles 
in refereed journals, chapters in books, conference papers and 
electronic media (although complete books have been 
excluded).
• Third, work has been selected that was influential either in the 
development of a particular area of study or in the development 
or application of a particular methodology.
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O p e r a tin g  s y s te m s
This group of papers covers a number of areas related to the 
operating systems of the hospitality industry. One set of papers 
here addresses the scale, scope and features of the hospitality 
industry as a whole, the hospitality industry in a particular region, 
or a particular sector of the hospitality industry. One paper 
particularly addresses a very specific sector of the hotel industry by 
looking at the development of the budget hotel concept.
Two books are included here that are concerned with the specific 
nature of management activity in the area of food and beverage 
management. One concentrates on the operating system level 
exclusively, while the other set of readings takes a slightly wider 
perspective.
A further less developed theme is concerned with the application of 
information technology to tourism operations and specifically the 
possibilities of creating information exchange standards across the 
industry.
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One major theme identifiable from the map is that of work flexibility. 
This area grew from a small ESRC funded project that involved two 
dimensions - a detailed analysis of the working practices of a 
single hotel company at the operational level and a qualitative 
survey of work flexibility in all major UK hotel companies. This 
resulted in both a clear description of then current practice and 
approaches and the development of a new conceptual model that 
explained the particular circumstance of hospitality operations. The 
work has developed into consideration of the strategic implications 
of work flexibility and into detailed consideration of techniques for 
determining the opportunities for substitutability of a flexible 
workforce. This work has benefited greatly from the combination of 
a human resources specialism with an understanding of operations 
management.
A related but distinct theme is to be found in the area of 
empowerment, which is also linked to the categories of service and 
quality. Again the intention here was to put a particular operations 
perspective on what tends to be seen as a human resource issue. 
This area certainly offers considerable potential for further research 
and development.
Other topics included here cover the development of an open 
learning module on organisational issues and the introduction of 
change within organisations, the perennial problem of labour 
shortages in the industry, and a national employee survey for a 
major brewer and licensed retailer looking at the relationships 
between, job satisfaction, organisation commitment and 
occupational culture.
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Although this is without doubt a key area of study within the model, 
it is not one in which I have conducted significant amounts of 
research. The area has been considered through textbooks such 
as The Management of Hotel Operations’.
The needs and perceptions of customers have been addressed in 
a number of studies, particularly through the use of the critical 
incident technique, but discussions of these have been included in 
the category of quality.
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P r o p e r ty  a n d  a s s e t  m a n a g e m e n t
This is another area that has not been covered by detailed 
research work, although it has been addressed in the textbooks 
included here.
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P r o d u c t iv it y , p e r fo r m a n c e  a n d  pr o f it a b il it y
Combining the areas of profitability and productivity provides a 
number of contributions including performance measurement, yield 
management, aspects of productivity, capacity management and 
business process engineering.
Two current projects in this area have not yet produced research 
outputs. These are concerned with: revisiting approaches to the 
measurement of productivity to take account of factors inherent in 
hospitality that tend to distort the standard macro level calculations; 
and the application of data envelopment analysis to performance 
measurement in leisure operations with a particular relevance to 
issues of ‘best value’.
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There are two major themes evident in this area. The first relates 
to the use of the critical incident technique to identify customers’ 
perceptions of service, while the second considers issues relating 
to developing service excellence.
The use of the critical incident technique provides a straightforward 
way of identifying from customers’ memories of service 
experiences what are the key factors that affect their positive or 
negative feelings about their experiences. This work has developed 
from initial studies in the hotel industry to an application in food 
retailing. The research in food retailing, another section of the 
School’s service sector interest and with close similarities with 
hospitality, has used the critical incidents generated in a secondary 
investigation of the particular problems involved in the process 
dimension of food retailing through the use of the service mapping 
technique.
Consideration of approaches to the development of service 
excellence have moved from consideration of the nature of the 
service encounter and its management, through the matching of 
different management approaches to different operational types, to 
considerations of empowerment and the use of service quality 
deployment in the conferences and meetings sector.
Current research projects are extending the work on service in 
food retailing through a longitudinal study and a proposed 
comparative study to other retail types. It is also hoped to continue 
the work on empowerment and its relationship with the perceived 
quality of the service encounter.
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The links between the service category and the quality category 
are obvious and form a distinct section of the quality map. A 
number of other themes can be identified.
The first concerns systematic approaches to quality management 
and considers a range of systems including BS5750/IS09000 and 
total quality management applied to hospitality. A book of case 
histories of companies’ approaches to quality management has 
been produced based on research work funded by NEDO 
(Lockwood, Baker and Ghillyer, 1996). This book is one of a very 
small number of texts available on quality in hospitality and is 
particularly significant in that it is based on industry practice. A 
similar case study approach has been carried out in the 
manufacturing sector allowing an insight into practices in a different 
operational sector. A further development in this field has been the 
introduction of the Hospitality Assured Quality Benchmarking 
scheme. This scheme has been developed based on a model 
produced by this author and has recently been launched nationally 
with endorsement from industry and government. The School of 
Management Studies for the Service Sector will manage a national 
benchmarking database containing details and a quantified 
appraisal of quality management practices in all businesses that 
join the scheme. This database will provide a wealth of data for 
subsequent analysis.
A second theme considers the application of quality management 
principles to specific activities or sectors including hotels, tourism, 
food and beverage operations and education. This theme also 
includes the specifics of developing detailed operating standards 
as part of managing quality.
A final theme is concerned with the strategic integration of 
approaches to operations management, marketing and human 
resource management based around Schmenner’s typology of 
service operations. This could prove to be a very rewarding area 
for further study.
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T he  m a n a g e r  in h o s p it a lit y  o p e r a tio n s
Two themes are evident from a consideration of this map although 
the two areas have considerable overlap.
The first area is concerned with the nature of management in 
hospitality ranging from a review of the then existing literature in 
then field, through a consideration of management development 
based on observed activity, to a major European study of the 
future skill needs of hospitality managers. This study carried out for 
the Hotel and Catering International Management Association 
(HGIMA) with funding from the Force programme addressed the 
issues of the management skills needed by hospitality managers 
across all sectors of the industry and compared results across a 
range of European countries. It used three complementary 
methodologies - in depth qualitative interviews, focus groups and a 
mail based critical incident technique collecting over a thousand 
separate incidents in the UK alone. This work has informed the 
development of hospitality curricula in many hospitality schools and 
has formed the basis of the corpus of management excellence for 
the industry’s professional body.
The second theme is concerned with providing a conceptual 
framework for the understanding of hospitality operations, including 
the development of the hierarchical model described earlier and 
linking again to the integrating work with human resources and 
marketing. It is interesting to note that the emergent properties of 
the levels of the management hierarchy claimed at the conceptual 
level were evident from the analysis of the critical incidents of 
management activity collected from the HGIMA study. A paper 
combining the conceptual framework and the empirical data would 
seem to be called for.
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Theses papers have been brought together here because they all 
have strategic implications in the sense made explicit in the 
hierarchical systems model. They could not, however, be seen to 
fit within the mainstream of strategic management, perhaps with 
the exception of the work on internationalisation, comparing the 
retail and hotel sectors.
This is not in itself a problem but it does highlight the need for a 
more explicit representation of the context of strategic operations 
management in the hospitality industry. A review of postgraduate 
courses in the School of Management Studies for the Service 
Sector has resulted in the creation of two new postgraduate 
modules in Strategic Hotel Operations and Strategic Foodservice 
Operations. As work on turning these outlines into deliverable 
courses progresses over the next few months, we should gain a 
clearer picture of the field as a whole and the clusters and gaps in 
our existing knowledge and understanding. New research 
directions and opportunities should emerge.
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Education
There are two themes evident in this map. The first applies service 
quality concepts to hospitality education to attempt to provide an 
‘industrial’ perspective on quality in education. Approaches to 
quality in education do not seem to draw on general approaches to 
quality and in particular the voice of the customer seems to be 
sadly lacking.
The second follows a HEFCE funded project to develop a 
computer based case study shell that would provide a virtual 
environment within which students could explore a relatively 
unstructured set of close to real life data and carry out a series of 
problem solving tasks. A less complex version of the software has 
been used with first year students as part of course in 
management computing and the benefits of this approach in 
developing computer literacy are discussed.
Further developments in this field also revolve about the role of 
information technology. One project is looking at the education 
value of computerised business simulations and at the Cornell 
Restaurant Administration Simulation Exercise (CRASE) in 
particular. Before and after data has been collected for three 
cohorts of students who have taken part in this exercise over the 
past three years and the data which will identify the effect on their 
learning is awaiting analysis.
Another project supported by the University of Surrey Continuing 
and Vocational Education fund is looking at the delivery of distance 
learning material through information technology using Lotus 
Learning Space. An evaluation of this project should lead to 
publications.
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Two themes are shown on this map. First, the first is technique 
related and the second reviews the state of hospitality research.
Critical incident technique has been used in a range of different 
studies that form a part of this work, starting with a small 
exploratory study of research into managers perceptions off 
hygiene and quality illustrated on the quality map up to the large 
scale international study of managerial activity and skill 
requirements described earlier. Over the period, considerable 
expertise has been developed in designing, implementing critical 
incident studies and in analysing critical incident data. This has 
culminated in a chapter exploring the technique and drawing on 
research experience for a forthcoming book on hospitality research 
due for publication later this year. An interest has also been 
developed in using case study research, which formed the basis 
for the work looking at quality management in hospitality 
organisations conducted for NEDO.
The second theme concerns reviews of the state of hospitality 
research and has been discussed earlier.
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The other publishing activities listed here are to do with the editing 
of academic journals. The first volume of ‘Progress in Tourism, 
Recreation and Hospitality management was published as an 
annual hard back journal in 1989 edited by Chris Cooper. By the 
time the third issue was published, the volume of work was such 
that it was decided that I should take on the responsibility for the 
editing of the hospitality papers. Papers in the journal were not 
double blind refereed but were subject to rigorous editorial review 
and consultation with outside experts. These six volumes proved 
so successful that Wiley agreed to transform the annual journal 
into a quarterly journal under the title of ‘Progress in Tourism and 
Hospitality Research’. This double blind refereed journal has again 
proved a successful and necessary outlet for research publications 
and has been very well received by authors and readers.
Unfortunately after four volumes, Wiley decided to withdraw from 
the publication of hospitality material in the UK and ‘Progress’ has 
ceased. A new publisher has been found and the new 
‘International Journal of Tourism and Hospitality Research: The 
Surrey Quarterly Review’ will emerge in March 1999.
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As described earlier, research in hospitality in general tends to be 
fragmentary but growing in momentum and recognition. As 
hospitality moves toward becoming a mature subject area there is 
a need for research to explore more consistent themes and to build 
on previous work through established frameworks.
The research work presented here does not pursue one single 
theme but reflects the complexity and excitement of the hospitality 
industry in tackling a series of key problem areas. However, it is 
united by the underlying framework of hospitality operations 
management and builds toward a more complete understanding of 
the area.
In particular, the work has made specific contributions in:
• The development of a coherent and consistent framework for 
the understanding and investigation of hospitality operations 
management
• The understanding the positive and negative factors that affect 
customers’ perceptions of service quality
• The identification of approaches to the implementation of 
quality management within hospitality operations
• The role and activities of the manager in hospitality operations
• The strategic and operational implications of the adoption of 
practices for workforce flexibility in hospitality operations
• The use of the critical incident technique in research 
investigations
It is for the reader to decide if these contributions have been 
significant.
E pis te m o lo g ic a l  a n d  m e t h o d o lo g ic a l  c o n s id e r a t io n s
It will be clear from the previous discussions and the papers that 
form the major part of this submission, that the basic approach 
adopted here is based on the ideas of systems theory. This is 
evident both in the simple terms of the interconnectedness of 
processes and considerations of their inputs, outputs, monitoring 
and control, and also in the considerations of the holism of systems 
and their emergent hierarchical properties.
Within this framework a number of different methodologies have 
been used although they tend toward the softer interpretive end of 
the spectrum and away from the harder positivist techniques. This 
is not to deny the value of positivist approaches in operations 
management research but to argue for their appropriate use and 
indeed for the complementarity of research approaches. While it is 
relatively easy to argue for a subjectivist perspective for research
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in operations management, it is less easy given the inherent 
management bias of the subject to move away from the regulative 
to the radical perspective (Burrell and Morgan, 1979). At least 
recognition of the possibilities of other perspectives allows for a 
more informed self criticism of the approach adopted.
Total Systems Intervention (Flood and Jackson, 1991) provides a 
systematic way of approaching research interventions, recognising 
the inherent complexity of operations management problems and 
organisation, by using different metaphors of organisations to view 
the problems and so select appropriate methods of enquiry. The 
key difference here is that these metaphors and choices are made 
explicit where in much research work, including that included here, 
it remains implicit.
This argument is reflected in the following paragraph from 
Lundberg (1997).
“Believing that hospitality reality is both complex and 
changeful, and that imposing a multiplicity of meanings 
increases our understanding of these phenomena, we 
have argued that theoretic, design, methodological and 
participant variety is natural, endemic and potentially 
constructive. While sympathetic to the confusion that has 
come with the seemingly endless proliferation of models, 
and theories, research methods, designs and techniques, 
it may be unrealistic to think that a small number will 
suffice. Perhaps it is time to eschew orthodox or 
mainstream enquiry for multi-stream enquiry. Perhaps it is 
more realistic to celebrate the abundance of method, 
theory and meaning, and to appreciate these alternatives 
and what they can do for hospitality inquiry. Appreciating 
the decision alternatives in research activities begins to 
widen the conduct of inquiry - allowing the richness of 
ways to do hospitality research to begin to reflect the 
richness of what we study.”
Perhaps then we will have a clearer picture of the hospitality 
elephant.
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